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Chapter 5:  Conclusion and Recommendations 

5.0	Introduction:	
The aim of this study  was to conduct research and answer the question "Did the Ministry of Defence implement Management of the Joint Deployed Inventory (MJDI) in accordance with the principles of change management"
This study researched  the reason behind the change, the effects of the change and its success or failure whilst conducting quantitative research by means of a questionnaire and a number of interviews whereby the data was subsequently analysed.

5.1	Conclusion

The change examined in this report is the Armed Forces recent migration to a new Logistic Information System (Log IS) namely MJDI (Management of the joint deployed inventory). The intent was for MJDI to achieve a single set of procedures to be used across the  Tri Service environment thus allowing better cross service interaction and easier access to commodities ordinarily only procured by the Navy as an example. Remaining manual processes were to be automated. Faster demand satisfaction, using alternative sources due to the search patterns taking  into account not only supply depots but nearby units .Demand tracking functions to reduce the need for repeat demanding. On-line help is to be embedded in the system reducing errors .It is also linked with other systems, such as VITAL and MMiT, so that users can see where the kit is in the system at all times. In reality however all these claims were not necessarily realised. Many areas especially at 1st line units are still having to run manual spread sheets alongside  MJDI in order to adequately carry out managerial control of items such as weapons. (Jackson Interview 2013)
It was also claimed that procedures would be streamlined and standardised across the Tri service environment, this is still ongoing many months after the systems roll out, in fact units such as 2 LSR a second line unit are having to carry out “best fit” work a round's  in order to make certain processes work at all.
 (Jackson Interview 2012)
The interconnectivity claimed between other systems such as VITAL and the communication bearers already in place are still not working correctly causing the IT cells to rebuild communication bearers that will work correctly at additional cost. 
The main aims of the migration were to provide more complex search patterns when demanding stock as well as produce a single system for logistics management across the tri service environment and this has been achieved. If we look at what went wrong a few main areas can be pin pointed. Firstly the training, this was carried out before a fully working version of the system was available to train with. Training was carried out on version 3 which was designed  with only 1st line accounting in mind. Version 5 rectified this and has only recently started being taught in the classrooms. Secondly procedures were not produced and disseminated throughout the Supply world prior to migration they are still a work in progress many months since migration which has led to a number of units doing business differently on the same system which is exactly what MJDI was designed to prevent.
This was due in main to the project team failing to utilise current subject matter experts at the right level during the design process as well as rushing to meet deadlines for having the system in place prior to carrying out any real time live testing, predominantly at 2nd line.
It is clear that if the project team had followed a model for change management such as Kotters 8 steps, many of the obstacles faced, such as the cultural barriers to change within the different areas of the Tri service environment put up by the Army as one example due to a very efficient system already at work (GLOBAL) would have been removed. Steps 4 and 5 “communicate the change” and “empower people to act on the vision” would have been the ideal opportunity to solve the procedural failing by bringing in the key subject matter experts into the planning phase and allowing them to produce tri service instructions prior to the migration.






Overall the migration to MJDI can be deemed a success, accepting the areas of  failing and
 current areas of continual improvement that has become necessary due to poor adherence to the principles of change management, MJDI has provided a working Tri Service Logistic 
information system. It successfully achieved its aims creating a system that used complex 
search patterns preventing the need to revert to Depot for demands that cannot be satisfied 
straight of the shelf which is a clear best practice. Another best practice is the online and ever present help system it claimed to provide (UPK) and MIS the management information 
system allowing global visibility and greater control over stock distribution successfully 
reducing the financial implications for stockholding units. However with direct regard to Change management this study shows the MOD to have been ineffective and have stumbled onto a successful change rather than implementing it well. If the data from the surveys is examined this report shows that in key areas of change management the MOD failed. Communication was ineffective as the results of the survey show only 32.2% of middle management and a startling 23.1% of non management workers had less than 6 months notice of the impending major change as opposed to 83.2% of senior management.
Leadership of the change is also in question when the data from the survey is examined, 100% of all Senior Non commissioned officers questioned claim to have received no formal direction or policy governing protocols and procedures post migration to MJDI.
This demonstrates a clear lack of leadership. Finally more comprehensive data from the surveys show that 80% of all surveys returned stated that the training was inadequate and often produced in anticipation of an aspect of the system working. Instructors were ill prepared and often not subject matter experts leaving a lack of confidence amongst those surveyed in the ability of the system to produce the expected outcome.
Corporate knowledge was not shared across the Tri  service environment effectively nor downwards throughout the rank structure in the MOD generating a hostile culture towards the new system as can be emphasised by the extract from WO2 Jackson interview transcript.

Thompson and Luthans (1990) believe that it can be easier to create an entirely new culture than to merge two already active cultures;

“It is clear that while organisational culture is an cognitive construct, it is still built and 

Demonstrated by antecedents, behaviours, and consequences. Hence, these three 

Elements ought to be the main focus in understanding what culture is and how it is to 

be changed. Behaviours are the primary unit, ..... The antecedent conditions consist 

of  Environmental factors that would influence the behaviour of the individual. In order 

for Management’s desires to remain believable, ......, management has to be 

consistent in Its actions. That is why clear communications and demonstrations of 

how a policy or  Practice works helps to increase the probability that individuals will 

have a better Understanding of the process. 


Ultimately understanding the culture thus understanding the attitudes of the workers towards the change would have benefitted the MOD but without the clear communication, direction, leadership and sharing of corporate knowledge the MOD failed to effectively apply the principles of change management to the Migration of MJDI.
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Appendix 1

MJDI MIGRATION MANAGEMENT QUESTIONNAIRE 

In an attempt to modernise and streamline the supply chain within the Armed Forces the MOD invested in a new LOG IS system. This system is Management of the Joint Deployed Inventory (MJDI)  

MJDI has now been rolled out across all 3 services and training has been in place since April 2012.   

The aim of this questionnaire is to ascertain if the MOD successfully applied the principles of Change Management prior to and during introducing a significant change that ultimately effects how all 3 services do business.



Q1 – What is your current rank?


Private	 	 Lance Corporal        	  Corporal	   	Sergeant        	 Staff Sergeant  	  
   

Warrant Officer Class 2	Warrant Officer Class 1	



Q2 – Which service do you belong to? 


ARMY	      	 NAVY		RAF



Q3 – How long have you served in the Army?


1 – 3 years 		4 – 8 years	         9 – 12 years 	 13 – 16 years         	17+ years



Q4 – Did you know MJDI was replacing your current LOGIS?


Yes	        No


Q5 – Approximately how long prior to Migration were you informed?


1 Month 	3 Months	6 Months	12 Months 		Longer than 12 Months



Q6 – Were you informed in detail the reason why MJDI was being introduced?


Yes	            In	No



Q7 – What training did you receive prior to migration?
(Please tick all of the relevant boxes)	


	No Prior Training
	

	Online Learning
	

	1 Week Basic Course
	

	2 Week comprehensive Course
	

	On the job training post migration
	

	*Please insert any comments about your training below*

	




Q8 – Was clear policy on the use of the system available prior to Migration?


Yes	   	No



Q9  – 	12 months post migration would you say you were a competent user?


Yes	       No		Not Fully



Q10 – In your current role and experience of MJDI would you say it works as advertised?		

Yes	       No













Appendix 2

Interview Transcript Sergeant Lee Hanlon MJDI Instruction and Implementation team
12 Dec 12

Question 1.	Effective  Communication
Were the benefits of migrating the LOG IS systems in the Tri Service environment to MJDI across the MOD effectively communicated to all personnel effected?

Hanlon:
I believe that within the RAF there was a clearer picture painted as to what MJDI would do to improve the logistic chain. The Army and Navy received the same notifications and briefs but I believe they were received at a higher level and not communicated directly down. I say this as most Army personnel that I have taught on the courses have less of an understanding of MJDI's impact than other service personnel.

Question 2.	Hostile Culture
Was there a hostile culture amongst the recipients of the change to MJDI within the MOD?

Hanlon:
Yes in short. The general consensus across the board from the majority of individuals that I have taught was that why change? Global works fine! and  another trend in comment was that "this isn't how the other Log is System did it!" I found that no clear direction or policy governing how they would make the new system fit their current methods of practice had been produced therefore a lot of arguments were pursued regarding how best to make the system fit what they already do as opposed to adopting new standardised protocols.

Question 3.	Underestimation of Complexity
Was the project delivered on time?

Hanlon:
The initial rollout was delayed by some months but the training programme was delivered on time and in a professional manner. The majority of the issues were to do with the version that we were teaching. Version 3.2 was the version we delivered and unfortunately it was not quite bug free. In fact some areas had not even been adequately explored such as provisioning. Ultimately Version 5 is what was installed so people attending the first few courses were not necessarily fully up to date on all the functions of MJDI at the time of roll out.

Question 4.	Technology
Was MJDI able to produce everything that it had promised in terms of its advertised capabilities?

Hanlon:
Again the answer is yes, eventually. On roll out there were various teething problems such as compatibility issues with current communications bearers, requirements for larger bandwidth capabilities for example but on the whole MJDI lived up to expectations.

Question 5.	Training
Was adequate training provided prior to delivery of the new system?

Hanlon:
The training provided was relevant to the version that was available at the time of producing the training package. The course was consistently updated in line with improving functions and increasing capability with each version.  The instructors chosen were not subject matter experts in logistics but had competent teaching qualifications and delivered from a strict script ensuring that all training was standardised across the board. MJDI also has an online learning function so that it is possible for individuals to learn on the job.
 













Appendix 3

Interview Transcript WO2 (SQMS) Sharron Jackson Squadron Technical Warrant Officer for 2 Logistic Support Regiment 76 General Support Squadron  07 Nov 12

Question 1.	Effective  Communication
Were the benefits of migrating the LOG IS systems in the Tri Service environment to MJDI across the MOD effectively communicated to all personnel effected?

Jackson:
I don't believe this was the case across the board. I found out via duty rumour years ago that some new system was coming, but I had no idea what it would do or that it would have such an impact on how we do business as a Corps.
The benefits as you put them were not clear as a whole picture until I actually attended the operators course in April 12 2 months before we actually migrated over to it.

Question 2.	Hostile Culture
Was there a hostile culture amongst the recipients of the change to MJDI within the MOD?

Jackson:
Yes I believe there was and still is in some respects. I personally still have my reservations. The system is not performing as advertised. It has functions that do not yet work and or don't fit in with the doctrine that governs how to carry out our business. Global one of the systems it replaced was very efficient and we were told that MJDI would replace all systems streamlining business practices but we are still using VITAL and MJDI can't yet carry out accounting for Ammunition so we have SEESUPS 2 in operation as well. I am sure if we did some digging there are other faults.

Question 3.	Underestimation of Complexity
Was the project delivered on time?

Jackson:
I am off the understanding that there were many delays in delivering MJDI. It was certainly delayed in arriving in my Squadron by at least 3 months.




Question 4.	Technology
Was MJDI able to produce everything that it had promised in terms of its advertised capabilities?

Jackson:
To be honest in principle this system promised the earth however in terms of doing what it says on the tin it has fallen short of the mark.
We have been up and running for 5 months and we still have not got the provisioning running correctly and the stocktaking module has been shut down to be re written.
I suppose that is par for the course where the MOD are concerned Global was on release 30 when it was replaced and still had areas of improvement.
The search pattern set up changing us from a supply chain to a supply network is very good.

Question 5.	Training
Was adequate training provided prior to delivery of the new system?

Jackson:
The training is my biggest complaint I think. Although some of the instructors were very knowledgeable of the system in general none of the training focused on how we would do business at second line. It was directed at the lowest common denominator and did not prepare us adequately for the eventual migration.
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